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INTRODUCTION 


Implicit  in  the  creation  of  a  Montana  Department  of 
Transportation  is  a  mandate  to  provide  a  multi-modal 
transportation  system  that  meets  the  social  and  economic 
needs  of  the  state.  This  notebook  offers  a  few  program 
options  that  can  be  used  as  starting  points  in  working 
towards  this  goal.  These  suggestions,  which  are  based  on 
conversations  with  transportation  planners  and  research  into 
established  DOTs,  are  organized  around  the  following  general 
topics : 

I.  MULTI-MODAL  COORDINATION  AND  PLANNING; 

II.  ECONOMIC  DEVELOPMENT;  AND 

III.  TOURISM. 

Hopefully,  this  brief  "menu"  of  ideas  will  spur  further 
discussion  on  ways  the  new  Montana  DOT  can  invest  its 
resources  in  order  to  advance  the  transportation  goals 
established  by  the  Governor. 
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I. 


MULTI-MODAL  COORDINATION  AND  PLANNING 


One  of  the  Governor's  four  transportation  goals  in 
the  Montana  DOT  proposal  identifies  the  need  to 
improve  transportation  planning  for  all  modes  of 
transportation  by  consolidating  system  planning  and 
development.  This  goal  reflects  a  belief  in  the 
potential  benefits  of  "multi-modal"  transportation 
planning.  That  is,  transportation  planning  that 
considers  all  modes  and  comes  up  with  solutions  for 
transportation  problems  regardless  of  mode.  Long¬ 
term  benefits  of  multi-modal  planning  include  the 
best  use  of  limited  resources,  better  coordination 
of  services  and  higher  levels  of  credibility  in  the 
eyes  of  the  public  and  the  legislature. 

The  following  are  some  suggestions  to  enhance 
planning  for  all  modes  of  transportation  in  the  new 
DOT: 

1.  STRUCTURE  THE  NEW  DEPARTMENT  INTO  FUNCTIONAL 
RATHER  THAN  MODAL  DIVISIONS; 

2.  DEVELOP  A  STRATEGIC  PLANNING  PROCESS; 

3.  INITIATE  A  MULTI-MODAL  PLANNING  TEAM; 

4.  GO  TO  THE  PUBLIC;  AND 

5.  CONSIDER  THE  NEEDS  OF  ALL  MODES  OF 
TRANSPORTATION  AT  THE  PROJECT  LEVEL. 

Each  of  these  options  is  briefly  described  in  the 
following  pages  of  this  section. 


1-1. 


FUNCTIONAL  RATHER  THAN  MODAL  DIVISIONS 


While  a  single  agency  functioning  as  an  umbrella 
organization  for  transportation  has  the  potential  to 
realize  the  Governor's  goal  of  consolidating  system 
planning  and  development  for  all  modes  of  trans¬ 
portation,  the  structure  being  proposed  for  the  new 
DOT  does  not  actively  promote  this  consolidation. 
This  is  because  the  structure  legislated  for  the  new 
DOT  is  based  on  divisions  related  to  the  mode  of 
transportation  rather  than  the  function  performed. 
That  is,  there  will  be  divisions  for  highways, 
railroads  and  aeronautics  rather  than  functions  such 
as  engineering,  planning,  local  assistance  grants  or 
operations . 

This  type  of  "modal"  organization  is  guite  common  in 
newly  formed  DOTs  and  is  generally  useful  in 
overcoming  the  participating  agencies'  initial 
resistance  to  change.  Such  resistance  may  be  caused 
by  small  agencies  fearing  loss  of  autonomy  and  large 
agencies  fearing  a  diversion  of  funds.  While 
initially  useful,  a  "modal"  structure  does  little  to 
advance  the  larger  goal  of  consolidating 
transportation-related  planning  and  systems 
development . 

If  initially  modally  organized,  most  DOTs  reorganize 
within  the  first  10  years  into  functional  areas  of 
responsibility.  This  usually  comes  about  through 
either  Legislative  mandate  or  the  direction  of  a 
CAO.  While  the  "modal"  DOT  structure  envisioned  by 
the  Governor  and  the  Legislature  is  a  major  step 
towards  meeting  the  Governor's  transportation  goals 
for  the  state,  we  should  stay  alert  to  the  potential 
benefits  of  a  functional  organization.  These 
include  improved  efficiency  and  enhanced 
coordination  between  modes.  Certainly,  many 
practical  advantages  would  be  derived  if  the 
planning  for  all  modes  of  transportation  was 
accomplished  in  the  same  division. 
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1-2  . 


DEVELOP  A  STRATEGIC  PLANNING  PROCESS 


While  a  functional  structure  (see  1-1)  has  the 
potential  to  enhance  multi-modal  transportation 
planning,  there  are  other  actions  that  can  be  taken 
before  conversion  to  a  DOT  that  will  result  in  a 
process  to  provide  a  framework  in  which  multi-modal 
transportation  planning  can  be  accomplished. 

One  approach  that  has  been  successfully  used  in 
other  DOTs  is  "strategic  planning".  This  can  be 
defined  as  a  management  process  that  helps  an 
organization  make  critical  decisions  about  the 
target  of  its  efforts  and  the  allocation  of  its 
resources.  This  concept  has  been  extensively 
applied  since  the  mid-1950's  in  the  private  sector 
and  over  the  last  10  years  has  become  increasingly 
important  as  a  management  tool  in  public 
transportation  agencies.  In  a  DOT  strategic 
planning  process,  specific  action  oriented 
strategies  flow  from  the  agency's  mission  and  goals. 

Simplistically ,  this  process  can  be  represented  as 
follows : 


Flowchart 


Example 

Support  economic  development  by- 
providing  transportation 
infrastructure . 

Improve  linkages  between  state's 
commercial/industrial  sector  and 
federal-aid  highway  system. 

Develop  commercial/industrial 
access  grant  program. 


$/year 


Track  expenditures  versus  jobs 
assisted,  etc. 


, 


As  seen  in  this  flowchart,  strategic  planning  is  a 
strong  top-down  approach  capable  of  tying  detailed 
work  plans,  at  the  division  or  district  level,  into 
specific  dollar  and  people  resources  in  order  to 
meet  the  department's  goals.  In  a  structure  such  as 
that  envisioned  for  the  new  Montana  DOT,  strategic 
planning  responsibilities  could  be  situated  either 
directly  under  the  CAO  or  handled  by  a  strategic 
planning  committee  composed  of  top  level 
administrators . 

South  Dakota  is  one  state  DOT  that  recently 
developed  a  strategic  plan.  The  SDDOT  Strategic 
Plan  is  the  result  of  an  in-house  effort  which  was 
facilitated  by  a  consultant  that  provided  initial 
orientation  and  continuing  guidance. 

Certainly,  there  are  many  issues  confronting  the  new 
DOT  and  business  as  usual  may  fall  short  of  meeting 
expectations  for  the  new  department.  While  this 
planning  process  can  address  issues  as  varied  as 
economic  development,  the  coordination  of  multi¬ 
modal  planning  or  the  department's  image,  strategic 
planning  would  require  a  strong  organizational 
commitment  in  order  to  be  truly  effective. 
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1-3  . 


ESTABLISH  A  MULTI-MODAL  PLANNING  TEAM 


In  order  to  fully  realize  the  potential  benefits  of 
a  DOT,  planning  between  all  modes  of  transportation 
should  be  coordinated  with  decisions  based  on 
overall  benefit  for  the  state.  A  multi-modal 
planning  team  could  be  established  with 
representation  from  each  agency  in  advance  of  the 
conversion  to  a  DOT.  The  group  could  then  begin  to 
address  the  most  effective  and  efficient  way  of 
accomplishing  this  goal.  The  focus  of  this  team 
would  be  narrower  than  that  of  a  strategic  planning 
process  in  that  it  would  concentrate  initially  on  a 
single  topic:  how  to  improve  multi-modal  planning 
in  order  to  develop  a  unified  vision  of  Montana's 
transportation  requirements  in  the  21st  century. 


1-4  . 


GO  TO  THE  PUBLIC 


In  order  to  get  input  from  the  public  on 
expectations  for  the  new  Montana  DOT,  it  may  be 
fruitful  to  have  public  meetings  where  the  guestion 
is  posed:  "What  transportation  issues  do  you  want 
the  new  Montana  DOT  to  address?" 

The  Washington  DOT  has  successfully  used  public 
forums  in  the  issue  identification  phase  of  its 
strategic  planning  process.  They  feel  it's  an 
essential  element  in  consensus  building,  especially 
on  issues  such  as  revenue  generation. 


1-5  . 


CONSIDER  THE  NEEDS  OF  ALL  MODES  OF  TRANSPORTATION  AT 
THE  PROJECT  LEVEL 


There's  a  general  consensus  that  the  benefits  of  a 
DOT  are  only  fully  realized  once  the  different  modes 
start  working  together.  The  Highways  Division  can 
take  a  leadership  role  toward  improving  inter-modal 
coordination  by  directing  some  resources  to  non¬ 
roadway  transportation  needs  at  the  project  level. 

While  many  needs  lie  outside  the  scope  and  authority 
of  the  Highways  Division,  there  are  undoubtedly 
opportunities  to  improve  coordination  at  this  level. 
For  example,  some  needs  of  urban  transit  may  be 
addressed  by  constructing: 

•  park  and  ride  lots; 

•  high-occupancy-vehicle  (HOV)  lanes;  and/or 

•  bus  shelters. 

Where  features  such  as  these  are  warranted,  it  may 
be  possible  to  incorporate  them  into  existing  urban 
projects . 

Bicycle  transportation  is  another  mode  that  can  be 
supported  by  including  design  features  into 
projects.  The  MDOH  already  incorporates  design 
features  to  accommodate  bicycles  in  some 
construction  projects  and  will  be  building  a 
separate  bike  trail  near  Fort  Belknap  this  summer. 
Many  states,  including  Oregon  which  is  a  leader  in 
the  area,  have  developed  statewide  bikeway  plans. 

As  an  alternative,  the  DOT  could  financially  support 
third  parties  such  as  cities  with  bikeways  plans  or 
groups  such  as  the  Missoula  based  Rails  to  Trails  in 
efforts  to  develop  this  type  of  facility 

Regardless  of  other  strategies  that  may  be  adopted 
in  order  to  maximize  multi-modal  coordination  and 
planning,  the  Highways  Division  should  remain 
sensitive  and  open-minded  to  multi-modal 
opportunities.  Perhaps  one  of  the  simplest  methods 
Highways  could  adopt  to  begin  thinking  "modally"  at 
the  project  level  would  be  to  ask  modally  oriented 
questions  in  a  supplement  to  the  project  nomination 
form.  Questions  such  as:  "is  the  route  used  for 
transit?",  "does  the  project  adjoin  airport  or  rail 
terminal  access?",  and  "does  the  route  provide 
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access  to  grain  terminals?”  can  be  used  by  planners 
and  designers  to  provide  a  better,  more  integrated 
transportation  system  and  to  avoid  disruptions  to 
existing  services. 


NOTES 


NOTES 


ECONOMIC  DEVELOPMENT 


The  new  Montana  DOT  has  the  potential  to  take  a 
leadership  role  in  promoting  a  healthy  statewide 
economy  by  making  economically  informed  choices  and 
initiating  credible  programs  that  encourage  economic 
development.  Surveys  indicate  that  transportation 
is  one  of  several  important  factors  evaluated  by 
firms  in  decisions  to  relocate.  While  transporta¬ 
tion  is  only  one  factor  of  economic  development,  for 
a  state  as  remote  as  Montana  which  exports  mostly 
bulk  commodities  with  low  value  to  volume  ratios,  an 
efficient  transportation  network  is  essential  in 
attracting  new  businesses. 

Cost-effective  transportation  investment  strategies 
that  are  aimed  at  maximizing  economic  growth  and 
development  can  be  grouped  into  two  major 
categories : 

1.  SPECIAL  PROGRAMS  TO  FUND  ROAD  IMPROVEMENTS 
AIMED  AT  PROMOTING  ECONOMIC  DEVELOPMENT;  AND 

2.  PROJECT  SELECTION  AND  SCHEDULING  PROCEDURES 
THAT  INCORPORATE  ECONOMIC  DEVELOPMENT 
CONSIDERATIONS. 

Additional  detail  regarding  these  transportation 
investment  strategies  and  some  program  options  for 
economic  development  follow. 


SPECIAL  PROGRAMS  TO  FUND  ROAD  IMPROVEMENTS  AIMED  AT 
PROMOTING  ECONOMIC  DEVELOPMENT 

As  of  1990,  24  states  had  special  highway  programs 
intended  to  foster  economic  development  in  some  way. 
Many  of  these  programs  are  administered  as  grants  to 
local  communities  and,  in  some  cases,  private  sector 
businesses.  In  most  cases,  funding  is  a  mix  of 
state  money  and  local  contribution.  For  states  that 
have  programs,  average  annual  expenditure  is  about 
$4  million,  though  there  is  significant  variance 
between  states. 

In  many  programs,  a  local  commitment  must  be  made  to 
provide  future  facility  maintenance.  The  criteria 
used  to  rate  grant  applications  vary  from  state  to 
state,  but  often  include  factors  such  as  the 
following : 

•  level  of  private  sector  investment; 

•  number  of  jobs  that  would  be  brought  in; 

•  wages  of  these  jobs; 

•  the  type  of  industry  being  attracted; 

•  local  initiative  and  economic  need;  and 

•  the  potential  for  long  and  short  range  economic 
development . 

Examples  of  special  programs  that  could  be  used  to 
promote  economic  development  in  Montana  include: 

•  GRANTS  TO  IMPROVE  ACCESS  ROADS  TO  AIRPORTS  AND 
TRAIN  TERMINALS; 

•  GRANTS  FOR  IMPROVING  OR  CONSTRUCTING  ACCESS  TO 
INDUSTRIAL  PARKS  OR  PLANTS; 

•  GRANTS  FOR  ACCESS  ROADS  TO  UNIT-TRAIN,  GRAIN 
LOADING  FACILITIES; 

•  GRANTS  TO  PARTICIPATE  IN  THE  DEVELOPMENT  OF 
UNIT-TRAIN  GRAIN  LOADING  FACILITIES 
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II-2  . 


PROJECT  SELECTION  AND  SCHEDULING  PROCEDURES  THAT 
INCORPORATE  ECONOMIC  DEVELOPMENT  CONSIDERATIONS 


Twenty-seven  states  actively  take  economic 
development  into  consideration  in  road-based  capital 
improvement  programs.  This  results  in  targeting 
resources  on  state  highways  that  will  most 
efficiently  promote  economic  development.  In  some 
cases,  economic  corridors  or  state  priority  routes 
are  identified.  The  most  common  types  of 
investments  emphasize: 

•  ROUTES  THAT  PROVIDE  CONNECTIONS  TO  OUT-OF- 
STATE  MARKETS; 

•  ROUTES  THAT  SERVE  RAPIDLY  GROWING  AREAS  OF  THE 
STATE  OR  AREAS  WITH  ECONOMIC  GROWTH  POTENTIAL; 

•  ROUTES  WITH  THE  WORST  CAPACITY  PROBLEMS. 

Many  of  these  considerations  are  already  used  in 
formulating  Montana's  balanced  highway  construction 
program. 

In  Montana,  consideration  should  also  be  given  to 
routes  that  provide  unigue  service  to  economically 
stable  areas.  Encouraging  these  stable  economies 
may  prove  to  be  more  beneficial  to  Montana's  long¬ 
term  economic  growth  than  focusing  resources  in 
areas  with  "flashy"  economic  growth  of  cycles. 


' 


NOTES 


NOTES 


TOURISM 


Unquestionably,  Montana  benefits  from  growth  in  the 
state's  tourist  industry  and,  by  a  wide  margin,  the 
largest  number  of  non-resident  visitors  to  the  state 
are  highway  travelers:  5.1  million  of  5.6  million 
visitors  in  1990.  Of  the  $750  million  1990  non¬ 
resident  tourist  dollars  spent  in  the  state,  $108 
million  dollars  were  spent  on  gasoline.  These  out- 
of-state  dollars  generated  approximately  $17  million 
in  state  gas  tax  revenues.1'  While  there  are 
direct  economic  benefits  attributed  to  the  value  of 
goods  and  services  purchased  by  these  travelers, 
there  are  also  indirect  benefits  that  accrue  when 
these  out-of-state  dollars  turn  over  many  times  in 
Montana's  communities. 

The  following  are  some  programs  that  have  the 
potential  to  support  Montana's  tourist  industry: 

1.  IMPROVE  ACCESS  ROADS  TO  NEW  OR  EXISTING 
RECREATION  PARKS  AND  SITES; 

2.  SCENIC  BYWAYS  AND  CORRIDORS;  AND 

3.  VISITOR  INFORMATION  CENTERS  AND  REST  AREAS. 
Information  on  these  topics  follows. 


information  based  on  data  from  Institute  for  Tourism  and 
Recreation  Research,  University  of  Montana 

2 

Gas  tax  revenue  based  on  estimated  average  1990  gas  price  of 
$1 . 25/gallon 


III-l.  IMPROVE  ACCESS  ROADS  TO  NEW  OR  EXISTING  RECREATION 
PARKS  AND  SITES 

Improved  roads  to  the  state's  recreational  resources 
may  actively  encourage  tourism  by  making  these 
resources  more  accessible,  which  in  turn  will 
encourage  visitors  to  extend  their  stay  in  the 
state . 

In  other  states,  this  type  of  program  is  often  a 
cooperative  partnership  between  a  state  DOT  and  a 
state  parks  department.  We  could  also  undertake 
cooperative  ventures  to  improve  recreational  access 
with  federal  land  management  agencies,  and  we  could 
explore  constructive  cooperation  with  the  National 
Parks  Service  in  addressing  the  unigue 
transportation  needs  of  Glacier  and  Yellowstone 
Park . 


III-2 .  SCENIC  BYWAYS  AND  CORRIDORS 


The  department  has  cooperated  fully  with  proposals 
to  identify  tourist  destinations  in  the  state  such 
as  the  Trail  of  the  Great  Bear  Corridor,  the  Forest 
Service  Scenic  Byways  Program  and  the  Marias  Pass 
Historic  Site  and  Recreation  Complex. 

While  we  have  cooperated  fully  in  scenic  route 
designations,  we  have  also, expressed  concerns. 

These  concerns  include  future  demands  for 
maintenance  and  construction,  demands  for  additional 
facilities  such  as  highway  pullouts  and  interpretive 
signing,  4(f)  implications  which  could  impact  future 
highway  construction,  and  concerns  about  encouraging 
traffic  to  use  roads  that  have  narrow  pavements  and 
poor  alignments.  In  fact,  given  the  overwhelming 
preference  of  tourists  for  highway  travel  and  since 
there  are  very  few  non-scenic  routes  in  Montana,  we 
may  best  serve  the  state's  tourist  industry  by 
continuing  to  focus  DOT-Highway  resources  on 
constructing  and  maintaining  Montana's  highways 
rather  than  roadside  enhancements. 
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III-3.  CONTINUE  COOPERATION  WITH  OTHER  AGENCIES  AND  LOCAL 
GOVERNMENTS  ON  VISITOR  INFORMATION  CENTERS  AND  REST 
AREAS . 

The  "Montana  Visitor  Information  Center  Study"  was 
submitted  to  Montana's  52nd  Legislature.  This  study 
resulted  from  a  cooperative  effort  between  the 
University  of  Montana,  Montana  State  University,  the 
Department  of  Commerce  and  the  Department  of 
Highways.  While  a  funding  mechanism  has  not  been 
settled  on  for  the  seven  centers  identified  in  the 
study,  the  department  expects  to  contribute 
resources  towards  both  the  construction  and  long¬ 
term  maintenance  of  these  facilities. 

The  department  is  also  actively  cooperating  with 
local  governments  in  a  program  to  upgrade  city  parks 
so  that  these  facilities  will  provide  dual  service 
as  rest  areas.  An  indirect  benefit  to  the  state's 
tourist  industry  is  expected  from  this  program,  as 
some  of  the  out-of-state  travelers  who  stop  at  the 
facilities  are  expected  to  stay  in  the  communities 
long  enough  to  purchase  goods  and  services.  Visitor 
stays  may  be  lengthened  if  information  displays  on 
local  attractions  are  incorporated  into  these 
facilities . 

It's  anticipated  that  the  new  DOT  will  continue  to 
cooperate  with  other  agencies  and  local  governments 
on  initiatives  that  support  Montana  tourism. 
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